SOCIIHEHT RESDBE 



ID 129 211 003 97a 

la'THOB Trezza^ Mphonse 

TXILE Developing a Statewide Lihrarj Netvork^ 

INSTITUTION MicnesQ-ta State D€Pt* of Educationr St. Paul. Librarj 

Div, 

PCTB DATS 75 
IJOTS lip. 

JOUHlfAl CIT Minnesota Xibrari€Sj 112 p319-2 8 Win 1975 

2D3S PBXCl MP- $0,83 HC-$1,57 Plus Postage. 

BESCSIPTOBS Library Cooperattoii; ^Library Networks; National 

Prograssj State L€giBlaticni ^Statewiae Plaiiniiig 

IDENTIIIEIS ^Hinnesotai Natioiial Comffiissicn libraries Infcrmation 

Scienae ; NCLIS 

IBSTR^CT 

The first step in establishing a statewide Ixbrarif^ 
network in Minnesota is to seek passage of enabling legislation which 
votiia create a single network for all types of state libraries, 
flesbership in the netirork shouia b« voluntary, and eontrol of 
badgets^ staffs, and collectioiis should remain at the local level* 
Creation of siach atatevifit networks may provide a foundation for 
iiiliaing a nationwide library netiiork, as planned by the National 
Commission for Libraries aM Inforraation Science* (EMH) 



t Docufflents acguired by ERIC include lany informal unpublished * 

* natariala not aTailable frota other sources. IRIC makes ©fery effort 

* to obtain the best copy available. lle?trth«l©ss^ items of marginal ^ 

* reproaacibility are often encountered and this affects the quality ^ 

* of the fflicreficht and hardcopy reproductions EllC lakes available * 

* Tia the IRIC Document Re prodtictioa Service (EDBS) , IDBS is not # 

* MSponsible for the quality of the original docuBient. leproductions * 

* supplied by IDRS ara the best that can be fflade froi the original. * 



ERIC 



E^y CATION & iffiEL^*,^* 
^AT«q<*AL tNSTITUf e 

r>i\% DOCUMENT NAS SEES ^EP^Q. 
DUCED EXACTtr RECFiV'FD F^Qv^ 
TME PERSON OS ORGSNi 24TiOW Ofll&l^ • 
ATlNG it P0!NT3 QF ViEW OP. ON 5 
It^TED DO ^DT ii(iCgSSAP!L ^£^SE = 
SENT O^ P !C?*L f^ATlDNAL 'NST iTUTl 



CD 
UJ 



8 



Developing A Statewiile 
llbrapy Network 



by 

Alphonse F. Trezza 
Executive Director 
S'utional Com mission an 
[Jbrohes and Information ScipncQ 



The last time ! was in MinnPSDta, I attendpd 
a meeting of the Minnesota Library Associa- 
tion which was held in some exotic piaee 
In the mountains or lake country. I got 
thef,; and discovered that there weren^t 
any sr^heduled meetings ^ you were 
relaxirti^ loafing and enjoying the after- 
noon. When you HnaUy started the late 
aftemoon meeting, you mt^i for nbout an 
hour and then continued relaxing again. I 
said to my friend. Boh Rohlf-. *'What does 
MLA do?'* He said: '*We enjoy our con- 
ferences/' 

I told someone J wanted to share a bicen- 
tennial trivia note with you. I came across 
an Item which stated that on June 1.9, 1776, 
James Wlnthrop, the Librarian of Harvard 
Collage, dosed the Harvard f ^rar/, picked 
up his musket and went off to join General 
John Stark's troop. He fotight valiantly, 
was wounded, and thus became the fi^t 
American Ubirariari to shed his blood for us 
on behalf of his American freedom and 
independence. I thoughtyou'd like to know 
that. In fact, the staternent made the 
recommendation that the American U bFaty 
Association set up a John Winthrop Award, 

DevelDping a statewide library network is 
the topic that is on the progriiTi. I guess 
there are many ways to approach that 
topic sfid it depends on where you want to 
start, I eould start by tellin| you what we 
do In Ulinoii and how weVe done ft I 
could start by telling you what the State 
of Washington has triad to do, or New York, 
or Indiana* or Michigan, or even Bdinnesota. 
The important thing is not to worry so 
much about the paat, but to wo^ about 



whpre you're going. I read in onr of thp 
jounmis that MirmejoU had iT^snaged ttj 
have a victory^ with the kgislatum n^cently, 
lhat instead of getting ciompMdy cut« you 
managed to restore moat of what you had 
hoped to get to fund your State pro|r^nh I 
think It was S4,l mlUion for the bienniisns 
instead of $5 million. You got $4 niUito, 
and I ihmk they wanted to give yeu $J\ 
millicMi; sn-mething like that. Well, that's 
peat to get rnillion. I thought it w'is 
for a ye£^= Then, Bob Rohlf told me iMt 
it was for the bienniuni, i say: Minnpsc&t^a, 
SHAME you have 4 million people; thai's 
only fifty cents per capita. It sae:^ms to Kie 
that it's time you did better than that. 
YouVe had systems for a long timtV In 
Minnesota ^ a lot longer '^han many statfn. 
You've done very weli in mmf ways, but 
still have a Jong way to go. 

In trying tDievelop statewide coopratlon, 
there's really no magic to It and ther^'i; 
really no purpose to it. unless fm uncial- 
stand why you^e domgit, Pve been saying 
the last few months that yo\t and I m 
librarians are unique in miny nvays In th^t 
we dedicate our lives to seMng people. 
We'^re not in a profession that pays a lot. 
It's not bad coinpsred to what H used tO'^ 
be, but it certairily isn*t as good m dontor^, 
lawyer, etc. We reiUly workj not for our^ 
^lv«i» but fer the people we iervt. We work 
In our ii brims wheth.^r they're imail, or 
medium, mt Mrie, to lejfve our cllenteb. 
Cooperaticin and atatewide networkg are of 
no vatue If they don't enhance that goal of 
serving people. So then, your goal in Minne- 
sota is no differeflt than the Comtmiision 
has for the Natioii as a whole. The goal 



MINN-ESOTA LIBRARIES 



to make .sure that each and evf/ty rpsidt^nt 
in th^ Stat^ of Minnesota hm access to the 
r«sourc^s they want, when th^y want it, 
re|arcll?&s of \\u reason for the request. 

Years; ago, if y^ou wmu^d to borrow books 
CMi ifiiterlibrary^ loan, you had to be in an 
^jcademic institution, 50U had to be doiRg 
C3itig\m\ mi^mu^, or be a faculty member. 
PubUe libraries occasioinally got around 
t ho Sip strlrtures buit, genu rail 3^ speakings U 
i-w^a, venf tight rule. Ifs only been In th? 
liiit flv*;- yi'jrs, niayb^^ teTi years in ^^ome 
state,, but Uvr years m most states, that 
the nAmBiixm of that rule of mterlibrary 
k-an hai'^ taken place. 

We rnair^tain at th*^ Q>mnli'^sior! nnd lam 
sur^ you mml think tllis tuo that it'^ 
nml'ly none of om: bmhwsH why a penon 
wsm^-s a book. Ituy have a right to it, 
Vi'hMhtt they ha^peB lo a scholar, a lay 
person, a thiid, ^ housewife, yon iiam^e it. 
And. if t^^y want ii, chat's good enough 
for us. How dO' we make sure, then, that an 
indiTidual who liveB m m smail town of -5G0 
or 1,000 pf^opfe has thesme general access,, 
rto.t in time mmd you; mt in matenal, m a 
sttiiifdeii't at tht University of Mlnti^sota who 
to a treimendous colfeetion M h is finger^ 
£ip'iarid has an automiatic itie-in to a :natio3i' 
nvi^? rietwork, m imperfect as it is at this 
moment, through interHbrar]^ nBi'i 

Orve of rutiie probkms wifch service Is timt 
have to nhm In ordfer to serwp. !f wi^'re 
goinf, to Befv# everybody * wt 'tt g.Q^n,g to 
hav^> to sliim 'what^^have\Sha:flri?v|ise^^^ 
said Vmrn 4om\ Uhmmms hm^. talked 
cooperaililfon as long as I cam rsiiiembar. 1 
to^d sopieo;nie mfUet tomgM that I decided 
to becemt a llfemriasi whm I was \t\ th^ 
eighth grade. I don't quile remember 
hearisig thi^ iioi the eighth grade, but cer- 
ihMy whm 11 '^m m hi\|h school, i heard 
about lliibrmaoii cooperatim|. Biflfc, &s X loofe 
baels mm,, we gmm it lip.mrvim, -Oh, we w 
had ^mMn bask things w^Ve alwiys d'Orve, 
but mhm it re/Mly eo'iinies .Bght dmm to H 
w^oiil]/ cooperate it we ih\nk we'm gomg 
lo benefit AESid, if y^QW. read in IHinois 
Litmrim m artkle t wi^ite ioma yearn a^, 
I gave th# 'd^Mtlm of cooperation m 
"TOiat eaJi I do foi^yWf ' raat's the whole 
defiiftlli^a^^ poopk In niinDis llo 

say to. m#„ I loin, what d© I g^t t^ut oC 
It?'' fdi say, **Nottiliig and don'^*> }©li% da 
not b&mme part of tlie llinols nrtwork 



because ail you mW do is hurt it. YouH 
hurt yourself and youll hurt the network 
because your attitude is wrong. YouVe In 
it only to g^t .something. You're not going 
to truly look at the good of the whole, 
yoifre going to look at the good of your- 
self and your jnstiiution, and thafs not 
good enough.'' 

Your prima^ clientele is your immediate 
iesponsibility. But your responsibility in- 
eludeH an of the cittzens of the State of 
Minoesota. in my casc^ all the citizens In 
the United States. 1 told this to some people 
who are involved %viih the HegiDnal Medical 
Ubrary^ Network They were shocked that 
I would suggest that they had a response 
ibilliy great if than their own clientele — 
the doctors, nuFses. and all. Do you know 
why? Because they look at it from a defen^ 
M \i at t i 1 1 1 d e o f p ro tecti n | what th ey h a vc. 
We m want to protect our territory. But !t*§ 
not your territory, it's only yours for a 
temporary time while you're passing 
through. lt'syou?s to share; it's paid for by 
taMpayer^s nioney. I don't care if you're in 
a private institution oraptiblio institution, 
TJi^re h nut a private institution in this 
«ou^it^ which does not get public funds in 
some wiy, shape, or fonn. To some extent 
id! of m art beholderi to each other, and 
the firsi n'jessage is to drop the shackles of 
your t#rrito]y and say ''What can I do for 
yoii, the mu^ms of the Stale of Minne^ 
sota?'' Then, you've got a chance, and 
yoo*re not going to vjoriy whether too 
Mch money goes to public libraries, or to 
the state libraries, or tlie univeisities, or 
anybody ebe, tad, for those of you who 
t?e in large libraries, such m the Univeriity 
of Minnesofea, I read you a quotation; "To 
whom much Is given, mmh Is required," 
(Li^ke^ ai.apte;f 12, verse 48), that's 1 
tmL t sp0k« at a meeting of the M^cia- 
Um &f Reseatfih Libraries about a month 
agO' polntirag cat for the third tirwe in less 
th^ fifteea months, that they aro thm 
"haws'' and to them m gmn the mnjor 
regponsiteiiity for matemg nationaS ne^t- 
Worktng operate. In M$ Simti of Mantiesotfl, 
it is the larffi InsfeitUitions — iht MinrseapdlSs 
PuMic Lltai^, St. Paul Mblic library, 
Hennapin Cswrtty Library, Univarsity of 
Mnnasota Library, St. Cloud State, and 
tonkato. They mm the ones I cafi rernena- 
bar, arid kha ©aes which s<@em to have ihM 
large coliectranr. in this State. It's theif 
resiponiibility to prepare to give, lo gke., 
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and to give. As they my in ttite UnUcd Wa^^, 
'**Giv^ until il hurts, and mm. siv^ apm/' 
Only theiT dr vou have adliance of fating 
the support _,ou need! from yonr state 
legislature. If you want to get the stat^ 
kgisieCure to mppoii a state^^ide coopem- 
tive propani, you're going to have to do 
mom than talk about It. mdymi'm- ^omg 
bo have to show how it works md what 
woultl happers if you don'fl get the' imoney 
to continue it. 

You should work toward dev^imng in FiingJe 
muhUyp^' librae network, '^)1'qu have 
elevi^n systems in Minnesot% How, thes^i 
sy^Ufms should cover gp jgraphucaily th© 
whole State. If they donH, the Sim 
Ubmyy i^bouid eKtend t w botdtn so thoy 
d'O. TOether the coiinties have emterrd 
ar ffiat is immaterial. Draw the boiiindaTitis, 
aiid say to county A, when you decidt to 
join, that'? your system, Whaf^ you have 
done Is ceded the problem of who goea 
where At some point you have to make 
decisions; that's the fl?^t one. Okay, no^, 
yo=ii\ have the Slate carved up into elmm 
syistems and f&ogrEphically everybody's 
CQivered, M the mome,n^t, they're simpiy 
public fibifai^ systems, and that'g your 
fifst prDblem. mn't it? How are you foini 
to maike a change in the kw so they teconie 
a systeiii which worries ahoui the needs, 
piroblems. and service's of academiic libmries, 
pMh lihrifies, speciaJ litomritB, and of 
Sicho£?l libraries? umple. U mMy is. 

About m% or seveti f^u-A ago m Illinois, 
wiheri I was fitil! at thm Ammmn Ubmry 
AssocBatioji, I was Chaimnaa of the Illinois 
Uhrary AssodaiUori ytoraify, Developmem^ 
LeglsiiVUon Comniittee. I perceiviend tll^e 
pfoblep and diBCided ih^ easiest wiay to 
handk hi was to takie the existing state 
ag(ency, the Sts^e Libm.ry , md to imend its 
laws to gym U the autlhoirit^ and r^sponsi^ 
bility to coordinate iotii Library^ serfice. I 
worked on a dfift of tlhe liw with the staft 
Of the State Library, We had hoped to 
ii^tfotee the bill the ymt bit fore I hecarste 
Dkector of the Sitate Librar)? , but, for some 
reason, it wss de elded si the last raoment 
iM it wasn't it propHlous time to i\ntro- 
6um the biii Bhortfy afttr I ^came the 
Director of the State ybraty. t tmk the 
bill, w^iich had mt been introiluctd, re- 
wcrrked it, dat«d It, and Introdoicad ft. 
Who do you think fonned my greatest 
©pporitlo^ ^ $am^ of the past nMtnbers of 
t4t staff of the State Libra.ry, When i wis 



going to do \l for them, it was great; when 
{ was going to do it because now I was 
State Librarian, that was power grab. But, 
ii^ ywuVe not accused of power grabs, you're 
wui a tru^ State Librarian. 
Ilie States Librae vt the only legal hbrary 
agency you have In thi^ State of Mliinesota. 
foa doni call it m State Libra^^ you 
have' a fancy name for it = OPLIC, or 
something like that. If you'd pardon a 
personal aside, I think it is not as effective 
as it m^ght ^ beciause you cut away part of 
its guts, and U only has one piece of its 
responsibility. It still is, however, the only 
state agency that can coordinate your total 
system* Don't civate a new one. The hardest 
thbg to do today is to try to get the legis^ 
latiire to create a new agency, Tliey won't 
do it. If you want to delay, if you want to 
sabotage state Hbmry systems in the State 
of Miinnesoita, Edvocate a new agency. 
You'll kill it immediately, because it is 
considered creating new bureaucracy and 
today that's nofi very popuiar. We want to 
give power hmk to Ike people = whateve* 
that memis. So, iff yoia wanit to advacate a 
new agency, gr^atu that: will put you ^aek 
ten snore years. Now, jf you waintmetion, 
you take OPLIC aed, revise the law s*q that 
it repres^ents alli types of hbrato, ^t's not 
g\m it opiemtieg lothority, mr direct 
authority, becaiase tthat^s not whM it meeds;, 
on^y coordimaiini authofiity and Fespons- 
IhilUy. OPLIC stauld have responsibiliiy 
f?or deveEopi'ng and eciairdiinating i'otal fe^oop- 
erative Bbrary sen^ices for the State of 
Mnnesota,, including acEdemi!C, sch>QOil, 
pubilc, and spieciil Ubrades, What is nseetded 
j/s a nnaiidale by the fegislature'. It dioesn'it 
spedfy how to do it, and it doesmi't say 
OPLIC mn tell pmbnc, academiic, schciol,, 
and special lihraries what to do. It simply 
says that they have planning and coordi- 
inatlng respOfnsibHity. 

llite fifSt st^ep, thm, is to get the leg islailve 
austhority. Obviously,, that apncy has to 
haw'e at least minimal siafff %o do the pb. 
That means it km to hmve 4 staff thtt h^ 
some expektise m the afaas of academic 
lib^riariship, public tibmrianslhip, school 
Ubrarimshlp, spedal Ubrarianship, planning 
and evriuation, Ym need a staff that has 
this kind of streng&h. 

I told ym mbou£ the law whicl^ was passed 
in niinioii which gaFe the State Libraiy 
ftspomiibilHy. It w^ interesting that the 
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lawyer who handled the bill for the Secre- 
tary of State under which I opefated was 
very enthusiastic, and he somehow thought 
that I should have jnore authority than I 
wanted. The law includes in it a State 
Library Advisory Cornmittee. They didn't 
have operating authority. They were 
advisory, ho^wever, they were stronig and 
effective enough so that the Stale Library =^ 
Vm pleaaed to say in the last seven years, 
never failed to follow their advice. In other 
wordii, I never went against the advice of 
the Committee. Do you know why? 1 made 
sure I selected the strongest persons in the 
State to serve as members of the Committee. 
We rie spec ted each other, even when we 
disagreed strongly. When we finally agreed 
on a decision, we all accepted it and lived 
with it. 

No matter how well you word the bill, 
you may end up with sofne wording in it 
whieh you have to' change. It is easy to 
change if these are technical changes, If 
you write the law proptrly, you shouldn't 
have to change the substance of it. All the 
law has to say is that the State Llbraiy has 
the responsibility. You spell it out ve^ 
generally; you do not get too specific. If 
we, in Illinois, wrote our bill with too 
much detail and specificity* we would be 
in serious trouble. Do you know why? We 
would lose our flexibility. 

Where you get into the necessary detail is in 
your rules and re|u!ations which you 
develop laiter after the law is passed and, 
even then, you try not to make it too 
detiUed, That's the problem in Washington, 
D.Cm today. One of the comments made 
by President Ford, vvlth which I agrees has 
to do with ©ver-regulation in Washington. 
In other words, some agencies write such 
detailed regulations in order to implement 
the law that the regulations are ten times 
as long as the law. Tliey're so afmid of 
theniselves; they hedge every possible prob> 
km and iiseeptlon. They really are well- 
iTneawIng people, believe me^ but they think 
lof e^ei^' possible problem and they hedge 
andl hiedge and by ^e time they are through, 
they*fe in a morass of detaiL You go to 
Washington and say, **Can I do this?" it wil^ 
take them three days to find out if you 
can do it, Make sure your law is written so 
It gives ipieinc fesponsibUity but leaves 
detaiis to rules and regulations. We drafted 
the fules and regulations for ttae Illinois 



Systems Act at the same time we drafted 
the Act. Many of you may not remember 
this, but Bob Rohlf was our Project Direc^ 
tor and did the study for us in Illinois. We 
fmished developing the plan and the recom- 
mendations by the end of October. Bob 
was under contract with us until the end 
of December. I asked Bob to draft sug- 
gested rules and regulations. Hie advantage 
was that people who worried about haw we 
were going to Interpret the law could 
review the draft of the rules and reguia- 
tions. They saw a package. They saw not 
only the law, but also how the State 
Library intended to implement the law. 
TTiat removed some of the Uhu that we 
had from people who thought we might 
get too much authority. So, It's another 
suggestion to keep in mind. 

You have the law. But the law is only a 
piece of paper. Whait makes it work is 
people. You have to have fsith, and you 
have to have no feairs. There are two things 
that cause most of our pmbkms today 
fear and fundin|. As I snid once before, I 
think fear is a more serious problem. The 
fear that we're going to lose our authority, 
the fear that we-re going to lose our 
clientele. There are some small libraries in 
Dlinob, Vm sure there must be some in 
Miftnesota, too, that won't join a coopera- 
live because they're afrtid their patrons 
who have access to other librariies will stop 
goinf to their own. That's a real fear. 
Another fear comes from those who seem 
to think the minute they Join a network 
theyMI be inundated mth users. I said to 
one fairiy decent si^t public libmiy in 
Blinois who had this fear - 'It's unlikely 
that you would suddenly be flooded with 
patrons from the surrounding area; believe 
me, it won't happen." It's unique when a 
librai^ Is Oooded with new patrons, ^ny 
libraries have a nonresident clientele. They 
come in and unless you have a guard at 
the door who checks the identifleation 
every penon, you don-t know who Is re^ly 
using your library ^ a resident or a Hon- 
resident. If you join a cooperative, yau are 
going to have some inere^e in users, 
Usually, In the first month or two, but 
then It settles down. 

It reminds me of the problems of integra- 
tion, ^me yeari ago when we were fighting 
the battle of integration of llbrariei, the 
Hacks in one of the Southern cities fought 
hard to Integmte the local publiq library. 
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ThBy went to court, and t^cy integrated it. 
But in order to not have the Blacks sit, the 
librae femoved all the tables and cham 
for evetybody — so it was only a standup 
hbrary. After about the second niOTith, the 
use by Blscks dropped to practically nil. 
And, of course, they put the tables and 
chairs back* Someom asked one of the 
Black leadem what happened. After fight^ 
ing so hard to integmte that Hbraiy, why 
did they give up? He said, ''We didn't give 
up, we fought for the principle, and estab- 
lished the principle. We don't need the 
central Ubmty » we're satisfied with our own 
branch. We want the right to go there when 
WD need it.'' That's the point of coopera^ 
tion. People want ihe right to use your col- 
lection when they need It They dorr t want 
it everyday. They're iatisfied with their 
own library with its strengths and weak- 
nesses. They*re going to use you only when 
they need you as a supplement. Now there 
are exceptions but, gefderally .^peaking, 
that's the rule. So drop your fears about 
what cooperation is going to do to you in 
tenms of over-use, over^abuse — if you like 
that temi better. Say to yourself, ''In the 
long run i will benefit," 
Let me tell you another reason why youVf 
going to benefit. There's not enough money 
today, as you well know. We're living in a 
time when we are experiencing a conibirm- 
tion ci recession and inflation. Money is 
tight. People are voting against bond issues 
olall kinds. The Federal Government wants 
to cut Federd library funds. The state 
govemments are doing the same thing. 
We're all having problems, right? We recog^ 
mhe the fad that there are fSnanclal prob- 
leins today. But, 1 remind you that Tm 
years ago the problems were dllfferent, anifd 
I remind you that a year fmm now they'll 
be different again. Tliere never is a g©od 
time to ask for mofie^/ Cor li brary programs. 
I've never known a good year in my 26 
ymn of librae work. Every year is a bad 
one. Sharing of resources and working 
co@perativeIy does resylt in a more cost- 
effective use of our llmiited funds. 
WhBn I went to the Illlinois legislature in 
1S64 t0 fight for the systems money, I waj 
Wd by librarians that it was a bad year. 
lh€ State was having a battle for reappor- 
mmmmt We had a Oovemair who was 
Beinofcratic; the Senate was RepubUcan; 
lie Eom^ w^ Democratic. I wi^ told all 
kinds of dire reasons why we wouldn't get 



funding. 1 was told that I should not be 
too up.^et if our efforts failed the first 
time that it generally took two or three 
tries to get new legislation passed. And, I 
was furious, I was Chairriian of the Com- 
mitteej and I pounded on the table and I 
said, ^That's not the way it is going to be. 
If you think it is, don't participate. You 
should only stay in this room if you are a 
believer. Either you believe with me that 
it's going to work the fint time or leave. 
We don't need doubters." Everybody 
stayed. were believeo, and we did it. 
Do you know how we did it? We were com- 
mitted. We believed in it, and we worked 
like crazy. And we worked together as one 
unit. We, in effect, forgot our differences; 
we buried them. Academic librarians fought 
as hard for the Public ybraty Act as 
public librarians did, and school and special 
librarians as well. That's what amaied the 
legislature ^ that everybody wa.s for the 
^me program. 

So, in Minnesota, if you want to really 
move on to total cooperation, you're only 
going to do it if you do it together- You 
have to forget the fact that the Unive^ity 
of Minnesota is unique, and that Minneapolis 
Public Libran^ has problems and work for a 
common goal. And, you should not demise 
legislation that is limited to one special type 
of library. I am not sure we can support 
large urban libraries by special funding. 
That's not the way it's going to happen. If 
you do it right, theyll get that help, ^ut 
don't separate it as speclai legislation ^ 
make it part of a package a total package. 
Nkke it equitable so you can sell ft to the 
rural people, the urban legislatom, and to 
the legislator in the suburbs, as well. 

In Illinois, for example, we had the prob- 
lem of Chicago and down State. With the 
libraiy program, we didn't have thai prob- 
lem. We made sure that there was equity in 
the program which was developed. Oiicago 
represents 31 percent of the population in 
the State of Illinois, They are getting 
approximately 29 percent of the State 
funds from the formula we devised. That 
was close enough* We had the Chicago 
votes and the down State legislators 
couldn't compkin about Chicago getting 
too much because they were getting their 
fair share based on population, and that 
was fine. Iri other words, you work at 
developing equity, but you avoid catering 
to special Interesti. TTiat doesn't mean in 
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developing a program and the funding for- 
mulas that you don't consider the special 
problems, but you don't overemphasize 
the speciali probierns. Instead of giving 
special attention to Mitineapolis Public 
Ubran^, Hennepin County Librar>', or the 
University «nf Minnesota Library, you plan 
for resource centers. You indicate you 
require three, maybe five, resource centers 
and that funds are needed to pay for actual 
services provided. Accountability is what it 
is. You donUgive flat grants. You provide a 
small base grant and fees based on transact 
tions. For example, we give the University 
of IHinQis a flat grant of $40,000 per year 
plus SLID per search and S2J0 per fil!. 
Every time th^y search a request they get 
$1,10. If they fill the request, they get an 
additional 'Fhen, it's easy to show 

the legislature why a given number of 
thousands of dollars will provide for a 
specific number of loans. We did so much 
it '=ost so much, Th,at's easy: that's 
accountability. 

When it comes- to systems, it*s a little bit 
different. You can't devise your services on 
the same cost basis. You can't measure 
what it costs to give audio- visual services, 
children's consultant services, collection 
building assistance, and the strengthening of 
the local librar>^ in many other ways. That's 
hard to measure so you must try to do so 
in terms of total services. Where you can 
develop measurable statistics, you must do 
so. I said the other day, in a meeting in 
Washington, that Whether you like it or 
not, we cannot have just qualitative stan- 
dards; you niust have standards which are 
quantitative with qualitative interpreta- 
tions." If you don't have quantitativo 
stand ardSj forget it. If you go to a legislator 
and say I want exemplan^ library services, 
he says, '^What's that?" If you say I want 
to increase nny collection from 50,000 to 
60,000 and it's going to cost K number of 
dollars to do, he understands. When you say 
you have to have four staff members at 
$10,000 each, he understands it. However, 
when you siy I want to have a better staff, 
that doesn't translate to costs that are 
understandable. Performance budgeting is 
needed you have to be able to measure 
services. 

You've got to develop expanded and new 
service programs and that requires long- 
range planning. Your State Library Agency 
has been required for the last fouryeaK to 



have a tlve-year long-range plan in order to 
meet the requirements of the Library Ser- 
vices and Construction Act, This plan is 
deveioped according to a certain planning 
inodel. There are lots of planning models, 
but the particular one that we were taught 
and have to use is called the CIPP modeU 
Context, Input, Process, Product, In that 
order. It's continuous planning and evalua- 
tion. At each stage of CIPP planning, you're 
doing all four things. You're constantly 
planning and evaluating. The Offici of 
Libratyand Learning Resources, U.S. Office 
of Education, had the Ohio State Univer- 
sity School of Education, Evaluation 
Center, teach us the model and how to use 
it. The first year's plans weren't the 
greatest, but the second year's was better^ 
and the third year's even better. Each year 
we have to revise tht plan. What you have 
is a five-year plan starting with the current 
year. Next year you eliminate the previous 
year and add the next year ^ it's a constanE 
cycle. The state agencies now have four 
years eKperience. We've learned pretty well 
how to do it. In some states, Illinois for 
example, we now require it for all of our 
systems. Starting January 1, 1976, a 
system, to qualify for its funds, must file 
with the State Librao^ a five-year plan 
which has to mesh with the State Libran^'s 
five-year plan. We urge the systems to 
require their member libraries to develop a 
nve-year p!*?n which will mesh with the 
system's plan. In other words, if you're 
going to do planning^ it really has to be 
from the bottom up, as well as fronn the 
top down. With such planning, you can 
have accountability at the local level, 
system level, or state level. You'll be better 
able to justify your budget request to the 
state legislature. 

It takes time. When I first learned the 
intricacies of planning, I threw up my 
hands and said, "I'm going to have to have 
two full-time people doing nothing but 
planning.'' The faculty at Ohio State said 
to me, "So," and I said, 'T can't afford 
that much staff," Well, I didn't start out 
that way, but I worked it out, I discovered 
that I had to give one staff member full 
responsibility for piannlng and provide 
some other people part-time, I, too, had to 
spend considerable lime on planning. Pretty 
Boon< we did learn to do our planning more 
efficiently. 

It was really most satisfying when, at the 
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end of the first year while working on our 
first revision, we looked at all the things 
that we said we would do and saw what 
we had accomplished. It was gratifying. For 
the first time we could aetually see that 
what we had planned really worked. We 
were able to change the plan in those areas 
which weren't successfuL What did all this 
accomplish? Well, it gave people faith in the 
State Library. When we stated that, ''Effec^ 
tive at a certain date academic libraries will 
be part of the network," they were part of 
the network. People had faith that it would 
work. And, when we said, "On a certain 
date special libraries would be part of the 
network.'' they consequently became 
members. 

Before I left the Stale, there was some con- 
cern that school libraries would not be 
invited to join the statewide network on 
January L 1976, asschiduled. I made sure 
before I left that the poiicy decision pre- 
viously agreed to was implemented. In 
niinois, today, every type of libraty has the 
option, voluntarily, to join the statewide 
system. Now, what are they getting for it? 
At this point they are getting only two 
services: interrtbrary loan and reference. 
But we built flexibility into our policy for 
system participation. In any given system, 
the system in working with its member 
libraries, academic, special, school, and 
public, can provide as much additional 
activities and services as it wants. One of 
the systems, for example, has adopted a 
reciprocal libraiy card that can be used In 
the member academic, special, public, and 
school libraries. There are certain basic 
services that systems must agree to provide. 
But, beyond the basics, each system is 
challenged to develop for its area those 
si^rvices that can meet their special needs 
and give attention to any specia! problems 
peculiar to the system. Every part of the 
State is different. Flexibility is the key 
word. You build on basics. Everybody must 
do the basics. Beyond that, each system 
must be challenged to df/velop varied and 
effective services and progfams — and each 
system thus challenges the nejct one. If one 
system does it, the member in the other 
system ask why they can't do it. In States 
as large as Minnesota or Illinoii, you're 
always goini to have diversity. You're 
going to have weak systems; you're going 
to hav© strong iystemi; you're going to 
have some aviWige systems. You will never 
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have all strong systems. That's just not 
normal. 

The important point of it is that you can 
move ahead if you want to. Minnesota can 
have total cooperation tomorrow if It 
wants lu. You have to do more than talk 
about it. You have to make decisions, and 
you have to take action. We all go to con- 
ventions — ALA, MLA, and the otheR, We 
all t^^lk about what we*re going to do; we 
all get excited and then we go home and 
that's it. We go home, and we're so busy 
doing the daily work that we never do any 
of the things we discussed at the conven- 
tion. Why don't we follow-up on our good 
intentions? Becau.se we donT provide for 
the proper follow-up. We don't get the 
nece.ssary commitment of time from our 
institutions and their staff = that's the 
problem. We should not bite off more 
than we can chew in any one period of 
time or even in a year. We should take one 
or two tasks and implement them rather 
than have a grandiose plan and do nothing. 

In developing systems in Illinois, we started 
.with public libraries; then academic; then 
special; and, finally, school libraries. We 
added them one at a time. When we first 
started, our plan was to develop a multitype 
library system in the following order: 
public, school, academic, and special. In 
reality, it didnT work out that way. Reality 
dictated public, academic, special, then 
schooK School was the most difficult. VVhy? 
First, there wore more of them. Second, 
they were the ones who had the least 
number of professional librarians and 
librar>^ service. Third, they're the ones who 
seem to threaten everybody more than 
anybody else. There were many reasons^ 
why the schools became the last to be 
added. But, the fact that we told the 
schools that t\\<iy would definitely be in- 
cluded meant they supported our program 
from the beginning. Do you know when we 
fulfilled our commitment to support school 
libraries? Three years ago the school librar- 
ians came and said, "Okay, you've been so 
successful with public library legislation — 
we want to get a bill through on school 
library service, and we want you to help us 
get it through." Fine, Through the Library 
Development Committee of the Dlinois 
Library Association we helped draft the 
legisiatlon, In the prociss, we a^ued and 
debated. The public Itbi^riani and the 
academic librarians became intereited in 
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the problems of school libraries and pro- 
vided professional input along with school 
librarians. We shaped a bill which was 
acceptable to the Committee, Last year we 
introduced it, worked for it, and sucre^^ 
fully passed it. UnfortunEtely, the Governor 
vetoed it. And it really hurt; It was the first 
major piece of libraty legislation that we 
lost. The legislation parsed again this year. 
The Governor, toward the end of the 
session, announced a shortage of funds, 
invoked a 6 percent cut across the board, 
killing all new programs. He, again, vetoed 
the school Hbraty bilL Now, you know, it's 
hard and discouraging. For two solid yeais 
school librarians and other professional 
librarians in the State worked very hard to 
pass that hni. What are they going to do 
next year? What do you think they're going 
to do? They are going to go back to the 
legislature again. They will not support the 
Governor jn this year's election. 

The point I'm making is when you work 
together — even when you fail ^ you still 
pick yourself up and try again. You don't 
give up if you believe in what you are 
doing. Each time you fail, you study why 
you failed in order to do a better job next 
time. For example, one of the reasons the 
first school bill was not signed was that we 
didn't do a good enough job of talking to 
the Governor and his staff about the bill. 
We worked harder the second time, but the 
unusually tight economic situation hurt. 
So, each time you learn. 
Let me summarize my major points. If 
you want to develop a statewide UbrEry 
sy^steni in Minnesota which will interface 
With the national system, what you have to 
do is try to get all types of libraries work- 
ing together in one system. Don't set up an 
academic system, a public library system, 
school system, and special library system 
and then coordinate them. You will end up 
with five levels of bureaucracy instead of 
one, It*s not necessary. One system is 
enough; one bureaucracy is plenty. So, 
work toward that goal. If you can't do the 
whole state at once, take the one or two 
areas in the state that are ready and work 
on those first. Let them be the examples 
for the rest of the state. Don*t force any- 
body to join who doesn*t want to. Keep 
thein out. Ail they're going to do anyway 
Is ufeate disruption. We have 551 public 
libraries in jDlinots. As of a month or two 
1^0* 542 had voluntarily joined the systems. 



'niis represents 99% of the population, I 
keep saying to my friends, the trustees of 
those nine libraries, ''I couldn't care less if 
they never join the system because if they 
donH believe in systems, they should not 
be members.'^ 

One big problem is the fear of loss of local 
autonomy. Everybody worries about auto- 
nomy. What does it mean? There are three 
elements, as I see it, that are basic to the 
preservation of autonomy. First, to main- 
tain control of the budget, the local budget, 
not the system's. Secondly, you need to 
maintain control of staff, including the 
hiring and firing. Thirdly, control of acquisi^ 
tio^s and collection building. There are no 
requirements in Illinois system membership 
that affects any one of those three basic 
rights. Expenditures of system or state 
money is decided by the system not the 
local member. The system board has 
control over these funds. Those funds are 
used to hire staff, or to buy books — the 
system has the decision^making authority. 
You caJi clarify the autonomy problem if 
you require people to define what they 
mean. If you don't agree with my definition 
make up your own. But get your definition 
straight and make sure people know what 
you're talking about. If they disa^ee, have 
them define their terms. Youll discover 
that you are in agreement about 90 percent 
of the time. 

Why am I interested in Minnesota? I'm 
interested in Minnesota because you're part 
of a national netw^ork that we're tiying to 
develop. The National Commission on 
Ubraries and Information Science devel^ 
oped a plan. You've all seen it, I hope. If 
you haven't seen It, then you're not a very 
good professional librarian. If you haven't 
read our nation^ progmm document, 
"Toward a National ^ogram for Library 
and Information Services^ Goals for 
Action," by now* something is lacking in 
your continuing education. It's been avail- 
able since July 1975 and it's free if you 
write to the tomntission. It costs $1.45 if 
you write to the Government Printing 
Office. The national progmm document is 
the result of three yean of work. It includes 
the ideas, suggestions^ and comments, from 
many, many people all over the country. 
The Commission held hearinp in every 
geogmphlc region. In addition, there were 
hearings for special groups. We met with 
rtechcwl librarians* academic and special 
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librarians, and with the private ^i^cion 
you name the group, wo met svith ihem. 
With their input, we developed a program 
document- The program document is a 
concensus document. It has something in it 
for eve r>' body, rmsure you've been reading 
reactions to it in the literature lately. You 
get £ variety of views. Some think it'^ 
great. Some think it's not .so great. There 
are Cour articles and an editorial in the 
current issue of Library Journcl. Read 
them^ and make irour own judgments. But, 
before you make your judgment, read the 
national program document itself. Don't 
believe what you read about it ^ read it, 
and then decide for yourself. One criticism 
is that this document is oriented coward 
data processing and the private sector. 
What's interesting is that the private sector 
and the data process rng people have accused 
the Commission in writings and meetings of 
being captive to the librarians. In other 
words, I don't know a group that doesn't 
think that we have repfesented the other 
group better What that means is that there 
is a reasonable balance. The important 
thing that counts is not whether you agree 
with every word and idea, but that you 
agree with the implementation of a national 
program. Lets not spend the rest of our 
lives redrafting and refining a document. I 
could have had a nice easy job in Washing- 
ton by simply doing drafts for the next ten 
yearn. It*s easy. But. you see, I just can't do 
th^t because I believe in action. 1 said to 
the Oimmission that I wanted to work with 
them because I believed in action and 
implementation, not in writing drafts. We 
finished the document and published it. 
And now we are working for implementa^ 
tion. If we say we're going to implement 
objective one = which says to insure basic 
mini mums at the local level — then you've 
got to make sure that the legislation we 
recommend does the job you think neces- 
sai7 to insure basic minimums in the State 
of Minnesota. If we say, then, that we've 
got to strengthen state library* resources, 
you*ve got to be sure that the legislation 
exists and the ideto we push do exactly that. 

We are often asked If we are going to go 
local, state, regional and national — in that 
order. Our plan is to work at the local, 
state and national leveh Where regionals 
axiit, we will work with them to the 
extent that they have a program which fits 
the national propam. Regionals work 



belter in some archs than they do in others. 
They work best where the states are 
iimited in population and large in areas, 
Tlicy become an unnecessarv^ burden for 
strong states. They become a necessary 
operation with many slates. WICHE is one 
of the best examples of a regional organiza- 
tion. They have a couple of states that 
could be on their own, California, for 
example, has been in WICHE for a long 
time, but their participation is minimal 
compared to some of the other states. We 
do not get involved in each regional organ 
gallon. We don't tr>^ to detertnine their 
viability orwhetherone is good and another 
weak. We simply point out the problems 
and raise the difficult questions. You can 
join the national network as it develops 
through the State of Minnesota. You don't 
have to go through any regional organiza- 
tion. However, that doesn't mean you can't 
partieipaie through a regional \t you so 
desire. 

Fkiefly, what is a national netwurk*? First 
of all, it's not a monolithic network. The 
best example, I suppose, is the telephone 
company. You pick up a phone, and you 
can call any place in the world. The 
number of telephone companies involved 
are many. 1 used to live in a world of 
illusion thinking that Bell had everything. 
I got to Washington and discovered that 
my phone is under C&P, Chesapeake and 
Potomac, not Bell - and It works just as 
well as Illinois Bell, We plan to work with 
existing operations and coordinate them. 
For example, the automated programs of 
the Ubrary of Congress, the Ohio College 
Library Center, Ballots, the State of 
Washington's automated system, etc., must 
be coordinated. In additjon, there is 
MINITKX, the Research Libraries Group, 
U,S, Book Exchange, SOLINET, MELINET, 
and many others. In other words, we hope 
to pool what exists in an organizational 
way, in a communications way, in an 
operating way. We wiU improve what is 
good; we'll ignore what doesn't work, and 
weMl create new services and organizations 
only when we need them. At the moment, 
no Federal agency has the responsibility of 
operating a national network. Current agen- 
cies that could qualify. If given the legis- 
lative mandate, are the Library of Con- 
gress, the Offlce of Libraries and Learning 
Resources, and the National Commission 
itselL A new agency could be developed, 
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but I can assure you that this is the last 
option. WeVe not sure of the answer ^ 
we're still v^orking on it. 

We will start with what we have, as I sug= 



gested you do in Minnesota, Take your 
existing agency and, if necessary, amend its 
orfanic law to do the job of planning and 
coordinating a statewide multitype library 
network. 



11 



